sub-units to be autonomous, and/or by encouraging risk-taking actions within the domain of the firm (Lumpkin & Dess, 1996) .
The phenomenon of CE has been examined from many different research perspectives. For instance, Floyd and Wooldridge (1999) examined CE from the perspective of knowledge creation to renew organizational capabilities. Similarly, Borch, Huse, and Senneseth (1999) have focused on organizational resources and its links to risk taking among small firms. Birkinshaw (1999) has taken a global perspective and examined the presence of CE within the subsidiaries of multinational firms. Additionally, Morris and Jones (1999) focused on CE in public sector firms. These research efforts suggest that CE is pervasive and multi-faceted. In the same vain, Heller (1999) has focused on CE and the innovation process of a firm.
Past research shows that changes in the external environment are a strong antecedent of corporate entrepreneurship (Dess et al., 1999; Guth & Ginsberg, 1990; Naman & Slevin, 1993; Zahra, 1991) . Firms operating in hypercompetitive or high velocity environment need to respond with speed and surprise so as to shift the rules of competition (D'Aveni, 1994) . In high velocity environments, firm strategies are often more concerned with speed (Eisenhardt, 1989; Eisenhardt & Tabrizi, 1995) , change (Eisenhardt & Brown, 1997 , and flexibility (D'Aveni, 1994) .
CE becomes critical with the advent of new technologies which have the potential to significantly affect business environment. Under such circumstances firms perceive their environment to be more competitive and challenging. This dynamic shift in the environment could be negative to a firm as it may face threats that did not exist before in its environment. In a crisis, organizational response is necessitated (Chattopadhyay, Glick & Huber, 2001 ) because firms are forced to re-orient themselves when faced with turbulence (Lin & Carley, 2001 ). The Internet is an example of such an environmental influence.
While the phenomenon of CE seems to attract varied interest, there has been very little research that views the growth of the Internet as an environmental change and examines its influence on the adoption of CE by managers of existing firms. According to Porter (2001) , the Internet may be viewed as an enabling technology and thus it needs to be examined if the growth of the Internet has enabled or will enable a spurt in CE among well-established firms. The present paper focuses on the relationship between CE and changes in the external environment of a firm triggered by the growth of the Internet that provides the research context. We propose that the growth of the Internet brings a changed environment for existing firms and they, in turn, respond to such a change by exhibiting entrepreneurial attributes.
The research context
Changes in business environment due the Internet Despite the bust of many "dot com" firms in 2000, the Internet has now become a popular tool for corporations to execute business transactions with other corporations and customers. The reason for the Internet's growing popularity in the corporate arena is due to its promise and ability to reduce cost of internal coordination as well as executing transactions. A survey in The Economist suggested that the growth in e-commerce is fueled by the development of new processes (e.g., auctions) that have made consumer shopping less expensive and more entertaining.
As the Internet has grown in its usefulness and applicability, it has slowly but surely changed the landscape of how business will be run in the future. It has been argued that due to the growth of the Internet, five major shifts have occurred in the way a business conducts its daily operations as well as in the way the business creates its long-term plans. First, the Internet has made it possible to separate the information about products and services from the actual products and services. Second, the focus of newly created products and services is information-based. Third, the geographic distance between consumers and providers has shrunk. Fourth, the Internet provides opportunities for rapid response to both customers and changes in the market place. Finally, the Internet technology allows for using the customer in a novel way (viral marketing) to attract new customers (Joshi & Yermish, 2000) .
As Evans and Wurster (2000) have claimed, the Internet makes it possible to combine richness of information with expanded reach. This combination was traditionally considered to have significant trade-offs and was not considered complimentary. The combination of information richness with greater reach has spurred new opportunities in the business field. For example, http://www.eBay.com is a pioneer in exploiting the Internet technologies to create market transactions that were not possible before the Internet era. The Person-to-Person (P2P) market places were essentially fragmented and dependent on the geography of an area. eBay has now made it possible for this fragmented market to be united, not only in the United States but also across the globe. This development, however, led to infrastructure issues in conducting the business. For instance, with the growth of P2P transactions, traditional credit card processing firms did not provide for easy transaction between two parties since they were not geared for transactions over the web. This lack of ease of a safe mechanism was exploited by http://www. Paypal.com and it provided a trustworthy clearinghouse to both buyers and sellers so that their transactions are completed without difficulties.
From the foregoing examples, it may seem that the growth of the Internet is linked with new entrepreneurial firms (as was witnessed prior to the dot com bust), but the fact is that the existing firms are also significant players in the game. For example, according to a report in BusinessWeek, Cisco generates and fulfills 68% of its orders and resolves 70% of its service calls through the use of the Internet. The same report in BusinessWeek noted that FleetBoston Financial Corp. combined its online banking services with its online brokerage business, Quick and Reilly, to create a customer base of more than a million. Such actions by established firms have motivated us to examine the questions of why and how the existing firms respond to the opportunities and challenges in their external environment fashioned by the Internet (Mandel & Hof, 2001 ).
While the above examples indicate interest in this topic from the perspective of the popular press, we also attempt to extend the research on "disruptive technologies" as argued by Christensen (1997 Thus, he suggests that successful established firms find that the introduction of a new technology can bring ambiguity about products, services and customers. Further, Christensen argues that ambiguity arising from new technologies is more difficult to manage for established firms. In his research, he found that most successful reputable firms were more interested in maintaining the established technologies whereas new entrants (mostly entrepreneurial firms) were interested in supporting a new 'disruptive' technology. From the institutional perspective, similarly, Hargadon and Douglass (2001) have argued that when a new technology arrives, the incumbent institutions are not going to give up their stronghold on markets and customers easily. New technology does not win over old ones by virtue of its technical superiority but it is won by minimizing the differences between the existing technology and the new one, while packaging the benefits and convenience of the new technologies in a subtle manner.
Using the analysis from the struggles faced by Edison in introducing electric bulbs over the use of gas lighting, Hargadon and Douglass (2001) , make a forceful argument about resolving the issue of familiarity versus novelty in the following quote.
"For entrepreneurs attempting to introduce novelty within or outside organizations, this history suggests they should choose their designs carefully to present some details as new, others as old, and hide still others from view altogether. The challenge ultimately lies in finding familiar cues that locate and describe new ideas without binding users too closely to the old ways of doing things. As new technologies emerge, such as the Internet, entrepreneurs and innovations must find the balance between novelty and familiarity, between impact and acceptance. The early successes should arrive draped in familiar understandings and patterns of use. Over time, however, our understandings and patterns of use are changing, and those systems that retain the flexibility to change with us will persist. Ultimately, these will be the innovations we look back on as radical and discontinuous" (Hargadon & Douglass, 2001:499) .
Specifically from the perspective of the Internet technologies, Evans and Wurster (2000) argue that as the adoption of the Internet propagates the established firms face a greater challenge because they find it difficult to modify their existing set of assets, which are built upon the past actions and available resources of the firm. These assets include not only the older technology, but the systems and procedures, and even the core competencies. They also argue that unless long-time established firms adapt to the changed environment they would find it difficult to manage their business.
Research questions
The foregoing discussion brings us to ask what inspires the established firms to exhibit entrepreneurial behavior or CE in the wake of challenges and opportunities offered by the spread of the Internet as an enabling technology with a potential to 'disrupt' their established routines and processes. We intend to examine the growth of the Internet as an environmental change that has generated the need/drive for existing firms to be entrepreneurial. Established firms may exhibit this process by way of being innovative, by allowing their sub-units to be autonomous, and/or by encouraging risk-taking action within the domain of running the firm, all of which are entrepreneurial orientations as noted by Burgelman (1983) and Lumpkin and Dess (1996) . Specifically, we attempt to address the following questions related with entrepreneurism in a corporate setting:
& Do established firms intend to become more entrepreneurial in response to the changes in their external environment due to the growth of the Internet? & Are firms willing to take apart or modify their existing systems and processes to respond to the challenges posed by changes in the environment, shaped by the growth of the Internet? & Which paths or modes of entrepreneurship would established firms adopt when they perceive CE to be a viable response to address the challenges and opportunities due to changed environment, with a specific focus on the impact of the Internet?
Hypotheses
Corporate entrepreneurship in response to changes in the external environment Strategic management literature suggests that changes in the environment and anticipation thereof lead (and sometimes force) firms to re-evaluate their strategies and orientation. As their environment changes, firms respond by changing their structure, strategy and processes. At times, firms evaluate and deploy their internal and external competencies in response to the changing environment (Goll & Rasheed, 1997; Saloner, Shepard & Podolny, 2001; Teece, Pisano, & Shuen, 1997; Vandermerwe & Birley, 1997) . Thus, the impetus for becoming entrepreneurial or exhibition of entrepreneurial orientation may be attributed to changes in an organization's environment. If changes in societal environment, task environment, or both environments are perceived to have a major impact on a business, the firm is more likely to push for strategic renewal, and hence exhibit entrepreneurial behavior in response to the changes in external environment. The firm's entrepreneurial response may include increased innovativeness, risk taking propensity, aggressive competitiveness, proactiveness, or increased autonomy.
Our interest is in assessing a) the perceived impact of an environmental change, such as the Internet, on an existing firm-a societal change dealing with advances in technology; and b) perceived competitive threat from new entrants or existing proactive rivals in the industry-a change in the task environment of an existing firm that will need to respond to such a threat. For example, when http://www.Amazon. com entered the bookstore industry, it presented Barnes & Noble with a different kind of competitor. The main difference was that http://www.Amazon.com did not have any traditional physical stores, but utilized the Internet technology to transact with customers and vendors by creating a structure and process around the new technology. Researchers have estimated http://www.Amazon.com offers 57 times the number of book titles as compared to any single store of Barnes & Noble (Brynjolfsson, Smith, & Hu, 2003) . In response to the above changes in the societal and task environments of Barnes & Noble, the firm exhibited entrepreneurship by creating an autonomous division, http://www.Barnesandnoble.com. This autonomous division reflected Barnes & Noble's drive to adopt innovation in response to the opportunities and threats afforded by the Internet. Entrepreneurial behavior at Barnes & Noble was further demonstrated through the creation of a separate division external to the bounds and constraints of the existing firm. Barnes & Noble exhibited aggressive competitiveness through their market presence in the virtual world. One could argue that they were reactive and did not realize the potential of the Internet or the rise of http://www.Amazon.com, a startup firm purely using Internet technologies. We, however, contend that they were proactive among all other existing bookstores because they were the first traditional bookstore to realize the impact of the Internet on their business and, in turn, the first to respond in an entrepreneurial way to the challenges posed by the changed environment due the Internet. Thus, H1a Existing firms will exhibit CE if they perceive the changed environment due the Internet to have an impact on their business.
H1b Existing firms will exhibit CE if they perceive a threat to their existence from a startup entrepreneurial firm spawned as a result of changed environment due the Internet.
Corporate entrepreneurship and modification of existing business practices
The process of CE requires creation of new products, processes, markets, organizational forms, and sources of supply. In the process of becoming entrepreneurial, an existing firm will be required to obtain new equipment, new people or new knowledge. Further, it can be said that corporate entrepreneurship encompasses the transformation of organizations through adoption of key ideas. Particularly, corporate entrepreneurship emphasizes the need for refocusing capital and resources, which changes the way a firm is internally organized. (Biggadike, 1979; Guth & Ginsberg, 1990 and Schumpeter, 1934) . This is evident in the following quote from Evans and Wurster:
"Incumbents are saddled with legacy assets-not just clunky mainframe systems, but sales and distribution systems, bricks and mortar, brands and core competencies. Competing in the face of the new economics of information requires cannibalizing those assets, perhaps even destroying them" (2000:6).
Changes in an organization's environment lead to changes in its systems and processes. For instance, in the late 1950s the Kresge Corporation underwent a dramatic change to transform itself from a leading variety store to a leading discount retailer (K-Mart) when faced with a change in its environment. Christensen (1997) suggested that this process involved a completely new management team, deliberate reduction in resources allocated to the variety store format by closing 10% of existing variety stores every year and allocation of all new resources to the discount retailing. According to Christensen (1997) , the change in format was disruptive but K-Mart was able to modify its systems, processes and routines to respond to it. Thus, we may draw a similar argument for changes in the environment due the growth of the Internet in that a firm may change its systems, processes, and people in light of the changed environment shaped by the Internet.
We contend that if a firm is willing to adopt CE, it will have to reconfigure its internal processes to the extent of completely modifying its existing systems and processes. It is suggested that the higher the perceived impact of changes in the external environment (both at societal and task level), the higher the willingness of an entrepreneurial firm to modify its internal systems. Thus, H2a Existing firms will modify their processes and systems of operation to adopt CE, if they perceive a change in the environment due to technologies, such as the Internet, to have an impact on their business.
H2b Existing firms will modify their processes and systems of operation to adopt CE, if they perceive a threat to their existence from a start-up entrepreneurial firm spawned as a result of changed environment due the Internet.
Adoption of CE and the mode of entrepreneurship A firm can internally develop the response or change its external alignments to exhibit entrepreneurial behavior. CE is a process that allows creation of a new organization or propagation of renewal within a given organization. Further, CE could be a process that is (a) entirely internal, where entrepreneurial activities lead to the creation of organizational units or entities that reside within an existing organizational domain, or (b) entirely external, whereby autonomous or semiautonomous units that reside outside the existing organizational domain are created. Some examples of external entrepreneurship are joint ventures, spin-offs, and venture capital initiatives. Entrepreneurial effort with internal focus is sometimes labeled as Intrapreneurism, and entrepreneurial effort with external focus as Extrapreneurism (Luchsinger & Bagby, 1987; Sharma & Chrisman, 1999) . When new innovations (such as growth of the Internet) are very different from a firm's traditional business, it is likely that the firm may not have sufficient internal resources (skills, human resources, etc.) to create a complete internal corporate venture.
Strategy researchers have suggested that firms may find it problematic to adopt new technologies due to their inability to acquire key human and physical assets. In such a situation, organizations may seek to build new capabilities that allow it to compete in the changing landscape (Eisenhardt & Martin, 2000) . This building process is achieved through the process of CE to acquire and develop new resources (Kazanjian, Drazin, & Glynn, 2001) or re-deploy existing resources by reconfiguring and finding modified use of the existing resources (Dess et al., 2003) . Further, if the core competencies required for a new venture are drastically different due to a major change in the environment, then it is likely that top managers will favor external corporate venture (Cohen & Levinthal, 1990; Holbrook, Cohen, Hounshell, & Klepper, 2000; Leonard-Barton, 1992; Nagarajan & Mitchell, 1998) . Thus, they will seek to create joint ventures or alliances, which can add the required core competencies for the corporate venture to be successful. Thus, H3 An established firm willing to embrace corporate entrepreneurship due to a major change in the environment will create joint ventures, as opposed to a complete internal start-up.
However, when the desire to adopt the change, such as the Internet technology, is so strong that the firms are willing to modify their current business processes, they may implement a different mode of entrepreneurship than suggested in H3. Consider the example provided by Christensen (1997, pp. 109-110) about Digital Equipment Corporation's (DEC's) failure to enter the Personal Computer (PC) market. DEC tried to launch the PC effort (an entrepreneurial effort) four times within the confines of its existing business that was focused on mainframes. In a stark contrast, IBM's entrepreneurial efforts were successful because IBM created an autonomous division to launch the PC. Thus, that division was free to use and create its own legacy systems rather than rely on headquarters.
Similar to the IBM example above, Hewlett-Packard (HP) adopted a practice labeled as "survival by suicide" by Christensen (1997) . HP was a leading business firm in the LaserJet printing technology in the mid-1980s. With the emergence of ink-jet technology, HP faced a dilemma about allocation of resources between ink-jet and laser-jet technologies. In its effort to manage growth in the ink-jet market and also to maintain its lead in the laser-jet arena, HP chose to create a completely autonomous organizational unit (just like IBM in the case of launch of PC) in Vancouver, Washington, away from its existing laser-jet division in Boise, Idaho. This external venturing allowed HP to expand its customer base to include ink-jet customers who could not afford a laser-jet printer. Thus, it was able to maintain its existing lead in the laser-jet printer market through its presence in two distinct yet related markets simultaneously.
The above examples suggest that firms faced with an environmental change in the form of a new and unfamiliar technology, such as the Internet, may look for ways for entering markets that are new but related to their existing markets. A reason for such a response is often fear that their existing technology will become obsolete and their existing markets will cease to exist. However, the opportunities afforded by the new technology could be exploited by creating new startups that are external to the bounds of the existing firm. When faced with changes in their existing markets, existing technology, or both, one of the strategy models suggests that either new start-ups or entrepreneurial ventures should be adopted when innovative technology leads a firm into a new but related market (Roberts & Berry, 1985) . We contend that when a firm is willing to recreate its internal processes in response to a change in the environment, it is very likely that it will create a start-up external to its existing bounds. Thus, H4 An established firm willing to modify its existing business processes to embrace CE in response to a change in the environment, will create new start-ups external to the bounds of the firm, as opposed to a complete internal start-up.
Materials and methods
A questionnaire was sent to the CEOs of 300 randomly drawn firms from the membership directory of a technology council in the Mid-Atlantic region of the United States of America. The survey accompanied an invitation to a roundtable conference focusing on the opportunities and challenges afforded by the growth of the Internet. Thirty-one CEOs returned these questionnaires yielding a response rate of over 10%. Of these participants, 32% were in manufacturing and 68% were in the service industry. More than half the firms in the sample had over 200 employees. Detailed sample statistics are presented in Table 1 . Given the nature of information sought, and high rank of survey respondents (CEOs), who have very limited time, if any, to answer surveys, we refrained from using multiple-item scales (Drolet & Morrison, 2001; Phillips, 1981) .
Study variables
As explained earlier under the research context, we used the Internet as a specific environmental influence. The implied environmental change in the hypotheses was due the Internet. The study variables included (a) perceived Internet impact on respondent's existing business (Impact); (b) threat of competitive aggressiveness of an Internet-start-up to the existing business (CompAgg); (c) willingness of an existing business to become entrepreneurial in response to the challenges and opportunities of the Internet (Entresp); (d) willingness to modify existing business to become entrepreneurial (Disrupt); and, (e) the choice of mode or form in which an existing business would embrace corporate entrepreneurship (EntForm). The questions asked to elicit response to the above variables, and the observed ranges of variables, are given in the Appendix. Please note that we included a paragraph along with the invitation to the CEO that explained the concept of CE as follows: CE, or entrepreneurism, is defined as either the creation of a new business within an existing organization or the transformation of an organization. A firm is considered to be exhibiting entrepreneurial behavior, or practicing corporate entrepreneurship, when it completely transforms its systems and processes or alternatively creates a new business, either within the bounds of its current operation or in a new domain.
Results and discussion

Adoption of corporate entrepreneurship
The first hypothesis examined if corporate entrepreneurship was a viable response to a change in the environment due the Internet when the respondents perceived such a change to have an impact on their business. A regression analysis of the corporate entrepreneurship as a viable response on the Internet impact, as shown in Table 2 , confirmed support for Hypothesis H1 (R-squared=0.329; F-statistic=4.418 at p<0.05). Hypothesis H1a was supported, as the Impact variable was significant at p<0.05.
The threat of competitive aggressiveness in its relationship to corporate entrepreneurship was examined through Hypothesis H1b. Since CompAgg is a nominal variable, it was used as a dummy variable with three values in the regression equation. The coefficient for the base dummy is captured in the constant, and signals the presence of perceived threat of being overtaken by Internet start-ups. The coefficient for CompAgg3 is 2.385, and is significant at p<0.05. This result supports H1b, which suggests that firms will consider corporate entrepreneurship as a viable response if they perceive a threat of competitive aggressiveness from a startup company to their existing business. Thus, both hypotheses concerning adoption of corporate entrepreneurship were supported.
Willingness to modify existing business
The second hypothesis focused on a firm's willingness to change its existing systems and processes (i.e. modifying the current business) and its relationship with perceived impact of an environmental influence, such as the growth of the Internet, as well as the threat of competitive aggressiveness. Since the willingness to disrupt is a categorical variable, we used the Analysis of Variance (ANOVA) approach to test Hypothesis H2a. As shown in Table 3 , the analysis yielded moderately significant results (F-statistic=2.878 at p<0.10). Hypothesis H2a, focusing on the impact of an environmental change and the willingness of established firms to modify current business was thus supported. Thus, it appears that the established firms are willing to modify their current business systems to pursue the environmental changes brought about by the growth of the Internet. In order to test Hypothesis H2b, which involved two nominal variables, we conducted the Crosstabs analysis. The Goodman and Kruskal statistic (tau=0.210), with willingness to disrupt considered as the dependent variable, was significant at p=0.013. Thus, Hypothesis H2b was supported, which suggests that firms are willing to modify their existing business when they perceive a threat of being overtaken by startups. Choice of mode of corporate entrepreneurship
The third hypothesis deals with the mode of corporate entrepreneurship. Based on the nonparametric correlations (Cramer's V) among various modes of corporate venturing presented in Table 4 , it is evident that there are two distinct modes in adopting corporate entrepreneurship: Intrapreneurism and Extrapreneurism. Intrapreneurism is significantly and negatively correlated with Joint Ventures and Investment in an Internet Start-up, both representations of Extrapreneurism. The results of non-parametric correlations to test H3 are reported in Table 5 . Hypothesis H3 that focused on the choice of mode when firms are willing to embrace corporate entrepreneurship is supported. Joint Venture, a form of Extrapreneurism, was found to be significant at p<0.05. Hypothesis H4 postulated a firm's willingness to embrace corporate entrepreneurship even if that meant modifying existing business, and its relationship with an external mode of corporate entrepreneurship. The results of the Crosstab analysis to examine the mode of corporate entrepreneurship and the willingness to modify the existing process are reported in Table 6 . As expected, Start-up external to the existing bounds (a form of Extrapreneurism practiced by firms) was found to be significant at p<0.05. As postulated, Intrapreneurism was not found to be significant in either case, H3 or H4.
Impediments to adoption of corporate entrepreneurship
While we assert that changes in the environment due to changes in technology or emergence of a new technology will lead firms to adopt new processes and systems, we are also mindful that not all firms would respond to the need for changes with (Hargadon & Douglass, 2001 ). In addition, there might be many internal reasons even when a firm intends to adopt the new technology-the firm may have limitations or internal resistance to adopt the emerging technology (Evans & Wurster, 2000) . Thus, as an additional inquiry to understand adoption of corporate entrepreneurship, we wanted to ascertain if there were any impediments perceived by responding CEOs in their effort to become more entrepreneurial in response to the changed environment due the Internet. Particularly, we wanted to examine if the perceived impediments to the adoption of CE were universal across responding firms or if there were differences based on a firm's perceived importance of adopting corporate entrepreneurship in response to an environmental influence, growth of the Internet. We feel this is an important question because it may be possible to gauge the likelihood of firms adopting CE, which may depend on their perceptions of potential impediments. Once the impediments are identified, it may become easy to develop plans and actions that would assist firms to adopt corporate entrepreneurship. Thus, we asked our respondents to identify a list of impediments to the adoption of corporate entrepreneurship.
The most important impediment identified by a majority of the firms seems to be the corporate culture followed by lack of entrepreneurial setting (Table 7) . From subsequent analysis of the data, it can be seen that firms perceiving corporate entrepreneurship as critical have very similar responses in terms of identification of impediments to those perceiving corporate entrepreneurship to be not so important, with the following exceptions. First, we observed that a higher proportion of firms that do not consider corporate entrepreneurship to be a viable response consider their inability to find ideas as a major impediment as opposed to those who do consider corporate entrepreneurship to be very important. Second, the existing compensation Firms were asked to choose as many items as they found applicable. Hence, the percentages in each column don't add up to 100% system is considered a major impediment by a higher proportion of the subgroup that considers corporate entrepreneurship to be very important.
Conclusions
The changed environment due the development and growth of the Internet as an enabling technology brings about many challenges to existing firms. Our paper focused on first examining if the existing firms perceive the challenges as well as opportunities that may arise due to an environmental influence, such as the Internet. In addition, we were interested in evaluating the established firms' response to such a change through adoption of CE. Secondly, we intended to test the assertion that established firms must modify or recreate their systems and processes in order to be entrepreneurial in response to an environmental influence. Finally, if they chose to be entrepreneurial, we sought to understand how this process would be achieved. Many inferences can be obtained from this study. First, a change in the environment, such as the growth of the Internet, forces existing firms to consider CE as a viable response to maintain their existence. This idea is consistent with strategy research that has suggested that top managers in a firm perform two different yet very closely linked functions. The first is administrative, which has a goal of maintaining the ongoing business. The second is entrepreneurial, which deals with creating a futuristic organization (Chandler, 1994) . All of our results indicate that the established firms are clearly thinking about developing their entrepreneurial strategies because of the environmental change brought about by the development and growth of the Internet.
Second, consistent with our expectations as well as the prescriptions offered by Christensen (1997), we found a strong willingness by our respondent firms to modify the existing business systems and processes to adopt corporate entrepreneurship in response to an environmental influence. This will occur when they perceive the particular environmental influence to have an impact on their business. Third, both hypotheses dealing with the competitive aggressiveness indicate that the fear of being blindsided by a new start up is very real to many existing firms (for example, Barnes & Noble was blindsided by the launch of Amazon.com).
We also conclude that when the external environment is changing, firms are more inclined to seek external partners, such as joint ventures, rather than focus on internal start-ups. Further, in light of the changed environment due the growth of the Internet, when firms are willing to modify their existing business practices to embrace corporate entrepreneurship, the effort is likely to be in favor of external start-ups. These start-ups are external to the bounds of the existing firms' business processes. This finding is consistent with the contentions of avoiding the "competency trap" by exploring new opportunities external to the bounds of existing organizations rather than getting trapped in exploitation of internal competencies. This framework implies that organizations' focus on perfecting routines and processes may be detrimental to the firms' "entrepreneurial role." These internal routines, though perfect, may be antiquated due to major shifts in the environment (Chandler, 1994; Ingram & Baum, 1997; Levinthal & March, 1993; March, 1991) . Consistent with their argument, we found that top managers in our study were willing to avoid competency traps by looking for external modes of corporate venturing or CE.
Additionally, we found that firms find there are sizable impediments that may need to be overcome when firms consider CE as a viable response to changes in the environment. Particularly, present corporate culture seems to be a critical factor. If the corporate culture is not geared towards entrepreneurial behavior, adopting corporate entrepreneurship may be a difficult task for a firm. Further we also found that a majority of the firms that perceive corporate entrepreneurship to be very important as a viable response do find that existing compensation systems are an impediment to adoption of corporate entrepreneurship. Any entrepreneurial behavior entails risk taking and being innovative. If rewards are not adjusted to balance the risks involved in the entrepreneurial activities, then there will be little motivation for employees to act in an entrepreneurial fashion.
This study is not free from limitations, some of which may serve as a fertile ground for future research. We urge the reader to exercise caution in generalizing the findings of this study to other settings due the limited sample size, a limitation of the study. It is likely that a company's decision to engage in CE may be influenced by its size, but unfortunately we did not have data to assess it, which is another limitation of the present study. We further acknowledge that ideally a combination of perceptual data with some objective measures be used in a study, but this study is based on perceptual data only. Given the high-ranking respondents (CEOs) used in this study, however, the common methods variance is likely not to be an issue as high-ranking respondents tend to be more reliable sources of data. Finally, we don't claim to have addressed and examined all possible sources of variance in CE, but a specific and important environmental change-the Internet. We acknowledge our inability to incorporate in the study other factors that might influence a firm's decision to adopt CE, and urge other researchers to include them in future endeavors.
Not withstanding the limitations listed above, we feel confident that the paper contributes to the understanding of firms' entrepreneurial behavior when they encounter a major environmental shift due a new phenomenon or technology, such as the Internet. In a similar vein, McCole and Ramsey (2005) found that adopters of e-commerce were more proactive and more aware of opportunities afforded by the new technology. They concluded that the firms that adopted e-commerce could envision the usefulness of the Internet technologies. Our results indicate that incumbent firms exhibit CE when they perceive changes in the environment and feel threatened by the proactiveness of their competitors. This study also suggests that firms embarking on adoption of new technologies will need to examine their organizational systems and processes and adjust them so that risks are counterbalanced by rewards systems. This paper also contributes to theory building in the CE literature. According to Locke and Latham (2005) good theories are developed over time; they are openended and thus allow for extensions and re-applications. Our paper presents an extension of the typical arguments about environmental change and CE, and reexamines existing theoretical arguments in a new context, viz., the Internet. Building on previous studies, this study attempts to develop the theory and practice of CE in view of an environmental influence, such as the Internet. Thus, this study represents both a replication of prior research and an extension of that research to a new setting, which some viewed as a 'disruptive technology.' Replications with extensions are important to protect against the susceptible inclusion of erroneous empirical results into the literature (Hubbard & Vetter, 1996) . They also help to establish the scope and limits of initial findings by making sure if they can be generalized to other populations, time periods, contexts, etc. Thus replications with extensions are basic to empirical generalization or knowledge development (Galtung, 1967; Lindsay & Ehrenberg, 1993) .
